
Tools Coaching and Fidelity  

Tier 1 – Abilities, LLC. 



Training Objectives 

 Overview of coaching and fidelity 

 How to teach others to implement the Tools of Choice by effectively coaching 

 Review of forms used 

 Practice Process 

 Review of data collected  

 Questions and Answers 



What is a Coach? 

This may seem like a silly question, but it is important to remember the 

true definition: 

 

A coach is a person who supports a learner in achieving a specific 

personal or professional goal, someone who gives instruction. 

 

Who in your agency is a coach? 

 

 

 



A Little Bit More About Coaches 

 The coaches in your agency should always create a supportive environment for learning. 

 They should be encouraging and helpful at applying new skills with fidelity. 

 Feedback should always be given in a positive, productive way 

 They should develop confidence in every person  

 Set expectations early on 

 Use the Tools of Choice at all times, and have a deep understanding of the practices 

 Develop leaders/ mentors  



What is a Mentor? 

 A person who models, teaches, motivates the correct way in doing things 

 Gives advice and direction 

 Earns respect  

 Fixes problems collaboratively  

 Asks questions  

 Inspires and develops people 



Coaching VS. Mentoring 

 Task Oriented 

 Short Term 

 Performance Driven 

 Does Not Require Design  

 Relationship Oriented 

 Long Term 

 Development Driven 

 Requires a Design Phase 



What is Fidelity?   

Fidelity is:  
Faithfulness to a person, cause, or belief, demonstrated by continuing loyalty and support. 

 

 Accuracy in reporting detail 

 Exactness  

 Implemented as written, told 

 

 



If we do not coach Tools to fidelity, then 

what? 

 We take the risk of changing what Tools is meant for, and losing the why. 

 Important elements may not be implemented as they were intended.  

 The individuals we support quality of life may be impacted. 

 EMT rates may rise. 

 Time and money are lost in training staff. 

 Agency moral drops 

 The knowledge of the Tools of Choice material decreases   



So, how do we do this thing called 

coaching? 

 Ensure that the individuals we choose to be coaches have a very clear understanding of 

the Tools of Choice, and use it in their daily life.  

 They must  truly believe in the Tools of Choice 

 Coaches must be able to teach, model, and motivate in different ways to fit the person 

they are teaching to. 

 Must be able to give room for growth and maintain a positive and encouraging 

relationship. 



Reinforce, Reinforce, Reinforce  

As we know, positive reinforcement is powerful 

 

The more coaches reward efforts the more 

improvement we will see out of our staff 
 



Requirements of a Coach? 

 Must have had the 18 hour Tools of Choice class. 

 Demonstrate Fidelity 

 Kind and Caring all the time 

 Understand the steps of all the Tools, fluent in Tools language without materials or prompts 

 Able to collect accurate data using the fidelity check forms 

 Able to explain clearly how the use of Tools can change the outcome of undesirable 

behaviors, serious behaviors, event reports, junk, etc. 



How This May Look in an Agency Setting 

 We currently have a Training Coordinator whose sole responsibility is to complete 

observations, model, role-play, give feedback, and debrief with all staff that have newly 

completed tools, staff whom took tools awhile ago and need a refresher, and even new 

staff.  

 Our Training Coordinator acts as the coach and mentor for each home, and is developing 

a group of lead staff that will act as mentors when the Training Coordinator is not in the 

home. 

 The Training Coordinator will soon have a team developed that will help coach Tools to 

fidelity across the agency 



What steps does the Training Coordinator 

take to began the coaching process? 

 The Training Coordinator (TC) spends 12-20 hours in the home observing staff and 

individual interactions. 

 The TC takes notes and records SCC interactions on each staff in the home. 

 The TC meets with the Assistant Director, Director, and Owner to develop a “game plan.”  

 Who needs the most help? 

 What are the home’s strengths and weaknesses? 

 What concerns or problems are very specific to that particular home?   



Then what? 

 The TC begins shadowing support staff in the home.  

 One-to-one meetings are scheduled with the TC for staff who may need more help than 

others. 

 The TC encourages SCC interactions – this may be by suggesting games, asking open ended 

questions, doing activities together, etc.  

 When and if a crisis occurs, the TC deescalates the situation using Tools of Choice. After the 

situation is calm and individual is engaged with another staff, the TC debriefs the support 

staff: What was the support staff great at? What could have been said or done differently? 

What will we try next time? 

 The TC continues to meet weekly with the agency administrators to provide updates and 

progress notes.  

 The turnover rate and terminations for the specific home are tracked. 



When Tools is Coached to Fidelity….. 

 There is an increase in the overall knowledge of the Tools of Choice 

 EMT rates lower, with a few expected “behavior bursts”  

 Agency Moral sky rockets 

 Importantly – the individuals we support have a much higher quality of life! 



How will you know if you are making 

progress? 

 It is important to collect data about EMT’s, turnover rates, termination reasons, etc.  

 All of this information can guide your agency – where are the problems? What do we 
need to address first? Where are we making progress and how are we doing that? 

 

TURNOVER RATES FOR ABILITIES, LLC 

 2013 – 167% 

 2014 – 70% 

 2015 – 65% 

 2016 – year to date – 40% 

Approximates 

 

 



EMT Data 
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Use of Emergency Procedures (J) 
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Perpetrator of Physical Altercations (J) 
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Forms To Help With Coaching 

 Coaching Debriefing Form 

 Coaching Forms 

 On-Site Observation Forms 

 Incident Review 

 Modeling  

 Role-Play Checklist 

 Video Coaching 



Examples of Coaching Debriefing  Forms 

for Separate Tools Skills 

22 



Coaching Forms 
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Coaching Forms 
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On-Site Observation 



Incident Review 



Incident Review 

 What coercive do you notice?  

 Were any reinforcers used? 

 Was there an opportunity to Pivot?  

 Identify potential open ended questions  

 Identify possible empathy statements 

 Identify encouragement statements 

 Identify some activities or coping skills to direct individual after individual has de-escalated  

 Hypothesize Stay Close Random and or Stay Close Routine situations that would facilitate 

a Stay Close Hot NOT occurring 

 



Modeling Document 

 

 



Role Play Checklist 



Video Coaching Worksheet 



Take the COACHING Plunge! 

 What do you have to lose… other than time, money, and employees?! 

 

 Our Director estimates that we have saved nearly $300,000 in hiring, interviewing, 

orientating, and overhead/materials cost by reducing our turnover rate. 

 Staff retention is increasing – 25%+ of our Direct Support employees have been with us for 

more than 1 year (this is up from approximately 15% one year ago) 

 

 

 

 


